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NENORANDUK FOR: The Comptroller
BURJECT: Incressed Procuctivity

1. The sften wted necessity for a hold-dowm or
cut back in Coverzment ezpenditures has sagain beem the @:bject
of incressed attention sad camcera in Tegent mouths. Histori-
cally, there has beon no helding of the line and Governsont
aas steadily increassd in size and total cost of eoperatios.
It may well be argued thet this growth has been only cossistent
with the growth of the American population, necessity for
tnoressed services and the growth in imtermatiosal importance
and responsibility of the €. 8. Government .

S. Seme would argne, thorefore, that in a sense holiding-
the-line efforts bave acteally sucueeded or else the rmte of
growthk would have been cvek werse. The current stress en this
theme sysbolized by the ecxpression »increased productivity”
has genorated more merious cescern and a fesling that semething
will snd must be done thap has been the ctase for some years.

It will De iateresting to see whether in fact any Rew approaches,
new £ ar new results will be scbieved this time.
Baged en the number of writisgs and discussions both betwoen
individuals amd within grosps this is currently a most sctive
topic around Wasbiagton. Whlle the squirming abd anxiety
M.uhnmeldamhvel. I have deon impressed

with the fact that by axi large this has been met with not
sueh more than a brushing off of the sane eld arguments as

to Bow it really couldn't be done, the impossibilities of

any sort of Government-wide set of stasdards or msasuresents
of either & raltitlﬂm or gealitative mature whereby Govern-
meat productivity say be measured.

S. This rather typical expeasditure of smergy to fight
i the problem is encoustered all toe freguently, particularly
at istermediste and lower echeloms, while serious efforts to
exapine carefully and deliberstely ways and nesns to imrease
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productivity are a0 seldom ohcountered. It was with mich
interest, refore, that I resd the comments of I
entitled "Reflections on Ageney Productivity lssues, FY 1864".

4. IR peper containg S0 provocative and
potentially fruitful suggestions. Genorally speskinmg the
concept of increased productivity mesns either that oae 4o
the same plus more with eitheyr the samp or possibly less
assots. It may algo mean botter and more important services
substituted for existisg aad previous services while holding
the sanc level of expesditurce.

5. The mair thrust of [N pover is the 25X1A
propowition that the Agency wast look at its total objectives
more a8 am integratsd organidation, mininining interaal
parcochialism, and from suek objective identification of

orities of importance sllow lesser activities to fall by
ide. hﬂmtymvmtntwiem;xatmt
easy and will take strong cestral guidance and direction
aad an intelligent Agency-orisnted ay to dsvelopment
oL Agency J and coscomitant al ion of resources.
¥ithain the whole context of this subject several poiats can
hardly be debated; specifically:

25X1A 2. The wvalidity of these prinesiples pointed

out by

b. Margimal agtivities of lesser relative
importance are continued within the Agedey.

c. Ue osuld manage with fowey 1le 1f more
:gl thes were as effective and valusbie as the best

(To smplify this letter paint, 1 doubt there exists within

the Agency A superviper with a fully staffed T.0. who couldn't
idontify some pergonnel whose separation would net im the
slightent diminish the output ox effectivenens of the organiza-
tion and mimilarly would fesl that be conld maintain, perhaps
even inprove, his operstion 1f he could replace bhis weakosnt
15% ﬁsg ,}hli tholr mumber who would be as effective as his
best .

6. 1If these three presises are indeed accepted the

seal challenge is how to do eamething about it. The virtues
af good planning, of monitering snd review, of naintsiaing
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s dymamic drive to do the defined objectives, the elimination
of the nos-essential have long been admived and cited as the
»azis of sound managesent. Kvery authority in the

e tield, howsver, when faced with the question how
%ﬁitimmthtm’nﬂmmtcwlnfw
yourself. Thus historically, efforts to make intelligent,
anslytieal, far sighted objective steps along this path
have genefally bogged down without providiag the demired
solution. hmm‘ly the simple technigue of psroentage
reductions allocated to each g-pn ty Director and the “hal

A former BCI, Gemeral Bedell Smith, is credited with having
said that the percestage reduction is probably the stupidest
way in the worid but scems to Be the omnly way.

7. 1 submit that it will contimue to be the only way
wntil snd unless somoone csh develop for the Ageacy the
W"‘““'ﬁm’“ B o I At toe tendoncy 18 the face

pograning. as y is ace
of this difficult taskk to say that it is too idealistic and
ean’t reslly be done. I am of the comviction that it cas be
done 0 & degree, though perhaps short of perfection, still
well in sfivasce of any point ve have yet schioved. There
are 50 dombt mmmerous  $n ehich this objective might be
ed or degeribed hut for ease of illumtration and as
an aid to understandiag, perhaps work programs could be

ht of figuratively, ne pyramids. This sllegory is

deve is this fashion:

. The tep masagemest of the organization

determines and defines what its purposes and objectives
si) bej 1.0., the gomla to be schieved vithia a

wﬁw tise sohedule. (This factor of stremg top-

"direction is the fundsmental key.) This schedule
may have specific sttaimmest points by each fiscal year
or other tise pericd. These objectives are spelled cut
| the top stoae ut the spex of the pyramid is labeled
with thig objective witich may De either contimuing or
may be finife with a conclusion (fimish) point.

b. Naving defined the objective and spotted
the top stoss o8 the pyranid, how does ome get there?
It thus Decemes hecessary to carefully review each
stons that will have to he placed snd ideatify a time
at which it supt be plsced im order that the objective
in schisved on the sgednle demired. This work is s
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contisuing and dymmaic process and the determination
mist be made as to whick orgsnizatiomal compomsnts
will sceompliish each of the stone implacements in the
milding of the pyraxié. In this fashian it is=
posuible to smie clesrer shat constitutes essential
tagredients in this totsl plan of schievement and
1dentify those things being dome or plamned which do
not centribute to the seccamplishment of thess stated
ohjsctives; i.e., uncssential to the strength and

metry of the pyramid. These activities which fall
out, that is, which cassot be justified as an empential
stone ia the develogeent of the pyranid are examined
as to the bagls of r existence. To date it is
mwlammmm ethings are
sssentisl or mot Decause of the uncertaisty ef exactly
what it is we must, &5 3o agency, accomplish,

8. Yo illustrate further within each defined aand
stated odbjective (pyramid) it should be possidle to deter-
mine the particular comtrilution each a y componest would
be cvm to make and schedule accordiagly. Yhus, if the
/1 reguired to produce sn analysis, essential to which
will Do an 3 of pew dats to be collected by the DD/P
or the PO/R tining and dctommination of specificatior
oss be mim There has beea, in my opinien, much too
mts.mnmmmwp‘mnmwmwx and the
eollsgtion or:mtigm to mupport much production by the DB/P
or other cellecting agents. Not infrequently the desdline
for a8 intelligense publicvatios will have been reached befors
recuivenents to provide inputs to this product have avea
resched the collector in the field. Similarly, collection
projects have Bees developod which produced unwasted inforon-
tion. ¥ithout sueh 3 schome of integrated planning which
takes isto account, on a time basis, the objective, it is
not possible to utilize effuctively the resources of material,
sanpover and money., Convermely, with as integrated plan it is

ble for each supervisor to make intelligeat decisions
based on his kmowledge of the total objective and his relation-
sbip to it. Thus, it becomes possible to include in such 2
plan the necosmary time to acquire sew skills or new issets
on a schedule congistest with the need.

$. The abeeuce of such plannisg is demonstrated daily.
Whore there has been time to have a persos trained asd
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prepared to do a job whicha could have been envisiomed
MARY SOBthS Or oVeL JeArS arrliier; because of imminest
doadlines, only the less sffective people can be npared
for developusntal opy nities. Crash scquisitioms of
material are required Decsuse an intelligence production
dondline has Deen roached without the orderly and timely
issushoe ¢f reguiremests and frequently even worse infor-
mation has been collected agninet requirements no loager
valid or mesds no loager existent while at the ssme time
the intelligence reports muat be produced ag ast which &
eslliection operation has not oven Degumy & | produced by
rml with less than optimue preparedness for the tamk
matual sense of purpbse and direction as sn integrated

10. The main ingredieat which 1 have attampted to
show in the foregbing 11lustrations and the une of the
pyramid a8 a graphic to illdateate sach of the Agonecy's
sajor obisctives, is that defimition; i.e., & program,
sust have its genesis at the tap with the Ageney point of
view in mind and within or under this, components develep
their . At the risk of overgensmlisation it is
ny : \ Mwmwhumummmnw
prograns ¥ ing vach cod state wvhat it plans te do,
very oftes in hagpy imolatien and igmorance of where in the
big sohems of things the Agency is going, and what any otner
, is going to be dolng. Ve pull all of theme pleces

’ her and cxll it a program, 1a the matier of programing
we et mild Zxom the Sows in order that we have
guidelines against which deecisions can bo made.

11. The fovegeimy s mot intended to imply that a
state of asarchy sxists in the Ageficy prograsus, tat rather,
that more of our total effort eould be more effectively
used, The emphasis Deing proposed here is & stromger contral
top-side progeam; lems of = federation of components.

13. The p 13&@* demlt with here are commistent with
those of the Chief, Budget Divisios, bt would look to seme-
:::3‘ stropger then a cemmittes for impliementation. The

lisment of & progr eﬁms stattf of high sophistica-~
tion to advise asd assist the DCI in developing and defining
sbjectives may be called for. It wvould sot seem imappropriate
for  apd plansing function te receive the same

* the g
% {on bs the Satiomnl estimates themselves. indeed,

tugut to the plamning fusction at the Agency level.
25X1A
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